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U.S. Department of the Interior 


Bureau of Land Management 
Washington, D.C. 20240 
http://www.blm.gov 


In Reply Refer To: 
November 15,2001 


Dear Constituents: 


This document introduces a new strategic perspective on the role of Human Resources (HR) in helping the BLM 
achieve its on-the-ground mission to sustain the health, diversity, and productivity of public land for the use and 
enjoyment of present and future generations. Internal strategies to improve organizational effectiveness fall squarely 
in the domain of HR. In response, our vision for the future is: 


Human Resources provides timely, quality services in the most economical way possible, making HR an equal 
partner with management to ensure the health and vitality of the BLM organization. 


To achieve our vision, HR must become an advisor to management in obtaining and optimizing the human capital of 
the organization. To begin realizing this vision, key HR stakeholders have reviewed the actions that could be taken 
and formulated a few vital HR business goals that will support BLM more effectively. These strategic goals reflect 
the following end results: 


Cost management to maximize resources for the BLM’s on-the-ground programs. 
Improved delivery of products and services to enable timely management decisions. 
Advisory HR expertise/services to get the right skills in the right place at the right time. 
Promotion of a quality of worklife and workplace to attract and retain the best talent. 
Treatment of BLM’s human resources as a capital investment. 


pits Cae 


The Strategic Business Plan set forth in the following pages will enable BLM’s Human Resources Management 
Program (HRMP) to increase its efficiency and effectiveness. The Plan will realign HRMP’s role and help the BLM 
in facing the ever-changing challenges inherent in managing a workforce with complex needs. 


Sincerely, 


Yiwen bas TE 
lac pn penta 


Warren Johnson, Jr. 
Assistant Director, Human Resources 
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Background 


The impetus to reexamine the Bureau’s Human Resources Management Program (HRMP) grew out 
of the Task Force Report: Communications and Management Procedures issued in September 1997. This 
report recommended that the BLM “establish a task force to review and improve human resource 
management policies and processes in BLM and revise the HRM section of the BLM Strategic Plan.” 


In July 1998, the BLM Executive Leadership Team (ELT) approved Creating a Healthy Organization, a 
human resources management and development initiative that addressed issues identified in the 
employee survey conducted in 1998. This initiative states, “At all levels, the Bureau will integrate 
workforce planning and other human resources management considerations into all strategic plan- 
ning efforts and management decision-making activities involving budget, resource management, 
business, fiscal, and other practices.” (See Appendix 1). 


In February 2000, responding to Bureauwide support for Creating a Healthy Organization, the BLM’s 
Assistant Director for Human Resources Management (AD-HRM) announced the development of a 
strategic business plan (Plan) as the next step in achieving the promise of a healthy BLM organization. 


Subsequently, the AD-HRM chartered a team consisting of his top managers and program analysts to 
begin developing the Plan. The services of a contractor were also engaged to provide expertise in cur- 
rent organizational approaches and private-sector best practices in HRM. The Plan Development Team 
(Team) began its work in the fall of 2000 and finalized a draft for validation in the summer of 2001. 


During the August 2001 meeting to finalize the Plan, the Team articulated the most significant 
issues currently facing the HRMP and the actions that should be taken to add further value to the 
BLM organization. These findings and recommendations are set forth in Appendix 4 to this docu- 
ment and are intended to become part of the HR Business Implementation Action Plan when 
approved by the ELT. 


Drivers and Influences on the HR Program 


In order to build a sustainable, high-performing workforce, HR must address both people and organi- 
zational climate issues. To successfully accomplish this role, HR must be engaged in, and continually 
increase its proactive leadership in, employee relations, communications, training, cost management, 
customer service, HR information/technology, safety/occupational health, and business decision 
making as never before. Based on these imperatives, the Team conducted an environmental scan of 
policy drivers and programmatic influences in the HR arena. In addition to Creating a Healthy 
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Organization, the Team analyzed other documentation. These included recent BLM employee satis- 
faction surveys, as well as reports of findings and recommendations from the Office of Personnel 
Management (OPM), the General Accounting Office (GAO), various congressional committees, 
and think tanks advising the new Administration on HR best practices. The following is a list of the 
significant policy drivers and programmatic influences that are driving the strategic goals, objectives, 
and actions that constitute this strategic business plan: 


i 


10 


LE: 


12s 


13. 
14. 


TS, 


16. 
rT, 


The Human Resources structure and processes must serve the customer more efficiently 
and effectively. 

The BLM’s workforce must be managed to ensure the right people are in the right job at 
the right time. 

The HR business plan must be aligned and executed in concert with the Bureau's overall 
performance goals. ' 

The workforce of BLM needs to be viewed as its single most important asset and managed 
as human capital. 

The Bureau must create an environment that attracts and retains exceptional talent. 

The Human Resources community must be high performing to meet on-the ground mission 
objectives in partnership with management's objectives for management reform. 
Organizational effectiveness must be improved (direct link to the BLM Strategic Plan). 
Skills and knowledge will almost certainly be lost through retirements, separations, and 
attrition. 

The FAIR Act (privatization, contracting out, A76, strategic staffing plan) will significantly 
affect BLM’s HR programs. 

The Administration wants to reduce the number of mid-level managers, while the number 
of BLM’s managers actually continues to increase. 

Technological innovations (standardization and efficiency, potential to reduce costs) are 
changing the way we do business. 

Diversity issues (broader vision, values, viewpoint, more diverse customer base/public land 
users, urbanization of West, stakeholder base changing) are key drivers. 

BLM’s culture/climate (“Healthy Organization”) must be addressed. 

Human capital (future vision, competencies, need to link HR to mission) considerations 
play a vital role. 

Employee expectations survey said employees expect much more managerial involvement 
and recognition. 

HR needs to improve its delivery of products and services (customer expectations). 

A crisis mode exists in certain skills/occupations (commitment to grow our own, not 
available on the open market; core mission occupations). 
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19. 


20. 
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The BLM must maintain a trained and motivated workforce. 

HR must move from a gatekeeper role to an advisory/consultant role (“Healthy 
Organization’). 

Quality of worklife (recognition of workforce, safety and occupational health) issues must 
be addressed. 

Training and employee development (different delivery methods) are key issues. 
Knowledge management (KM) (people leaving and taking knowledge with them—historic 
perspective, how to get things done in a bureaucracy; intellectual capital; OMB looking at 
KM from an accounting perspective (single largest capital investment)) must be factored in. 
Continuity, succession planning, and some degree of standardization are essential to BLM’s 
future. 


Key Results Areas and Corresponding Strategic Business Goals 


Following the completion of the environmental scan, the Team formulated five key results areas and 
five strategic business goals to serve as the focal points for this strategic plan. These are as follows: 


= 


Key Results Areas 


Management Reform 
Technology/Research & Development 
Products/Services Innovation 
Marketing Innovation 

Financial Performance Innovation 


Corresponding Strategic Business Goals 


Maximize the value of the HR function to better meet management's needs. 

Improve the delivery of products and services so management decisions can be reached 
quickly. 

Help ensure the delivery of the right skills in the right place at the right time. 

Promote a quality of worklife and workplace that attracts and retains the best talent. 
Treat human resources as a capital investment. 


To accomplish these goals, a two-phased approach to accelerate HR's value will be used. Phase One 
consists of solving the transaction issues and improving the delivery of HR services to build 
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increased credibility and trust. Once these are achieved, Phase Two will consist of shifting the role 
of HR to that of a strategic partner with line management. 


The Plan is structured around the five “Key Results Areas” and the five “Corresponding Strategic 
Business Goals.” The items listed under “Related Objectives and Planned Actions” in the five key 
results matrices are intended to drive the implementation of this Plan. Similarly, the items listed for 
“Desired Future Outcomes’ and “Performance Measures’ in the five key results matrices provide a 
basis for measuring the effectiveness of future HR performance. 


Plan Assumptions 


1. The HRMP will continue to provide a full menu of traditional products and services during 
the transition period to more streamlined, efficient operations. (See Appendix 2). 

2. There will be changes in direction, priorities, and previous assumptions. This Plan will be 
revised to reflect these opportunities and challenges. 

3. The HRM role change needed to successfully implement this Plan will be challenging but 
essential, a fact clearly shown by numerous examples of other high-performing, successful 
organizations. 

4. BLM management will actively promote and invest in automated HR systems designed to 
increase efficiency and reduce costs. 

5. Automated HR systems will gradually proliferate and will drive changes in HR organizations 
and points of delivery (PODs) for HR products and services. 

6. HR positions displaced by technology and customer-driven organizational changes will be 
included in the BLM workforce planning strategy for skills retraining and/or reassignment. 

7. Workforce planning will drive the organization and must be accompanied by a strategic 
staffing analysis process to ensure that planning takes future needs into consideration. 

8. The redeployment of resources made possible by reduced Employee Relations and EEO 
complaints is key to optimizing the BLM workforce. 

g. This Plan will be the key tool in the HR marketing/image initiative. 

10. Projected slowing of the growth in BLM discretionary spending during FY 2002-2006 will 
require innovative management solutions and organizational reforms to redirect resources 
to higher priority activities and goals. 
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“lee New Kole of HR 


David Ulrich initially articulated the best-practice role of the Human Resource Champion in the 
1990s. Further research in both the public and private sectors led to the identification of four major 
roles that are played by optimally effective HR organizations. In the Federal government, the Office 
of Personnel Management (OPM) has created a new competency model for HR that integrates work 
completed by the National Association of Personnel Administrators (NAPA), the International 
Personnel Management Association (IPMA), and OPM. Essentially, those competencies support the 
separation of strategic, future-focused roles from the day-to-day operational support needs of managers 
and the workforce. 


FUTURE / STRATEGIC Focus 


Management of Management of 
Strategy / Strategic Transformation and 
Human Resources Change 


Management of Management of 
Process / Employee 
Infrastructure Productivity 


Day-TO-DAyY Focus 
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BLM HR Business Plan Model 


Key Results Areas and Corresponding Strategic Business Goals 


Goal 2. Improve the delivery of products and 
services so management decisions can be reached 
quickly. 

Goal 3. Help ensure the delivery of the right skills 
in the right place at the right time. 

Goal 4. Promote a quality of workplace and 
worklife that attracts and retains the best talent. 
Goal 5. Treat human resources as a capital 
investment. 


Goal 1. Maximize the value of the HR function to 
better meet management's needs. 

Goal 2. Improve the delivery of products and 
services so management decisions can be reached 


quickly. 


Goal 2. Improve the delivery of products and 
services so management decisions can be reached 


quickly. 


Goal 3. Help ensure the delivery of the right skills 
in the right place at the right time. 
Goal 5. Treat human resources as a capital 


investment. 


Goal 4. Promote a quality of workplace and 
worklife that attracts and retains the best talent. 
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Goal 1. Maximize the value of the HR function to 
better meet management's needs. 

Goal 2. Improve the delivery of products and 
services so management decisions can be reached 
quickly. 

Goal 3. Help ensure the delivery of the right skills 
in the right place at the right time. 

Goal 4. Promote a quality of workplace and 
worklife that attracts and retains the best talent. 
Goal 5. Treat human resources as a capital 
investment. 


Key Results Area I - Management Reform 


Corresponding Strategic Business Goals 


Goal2. Improve the delivery of products and services so management decisions can be reached quickly. 
Goal 3. Help ensure the delivery of the right skills in the right place at the right time. 

Goal 4. | Promote a quality of workplace and worklife that attracts and retains the best talent. 

Goals. Treat human resources as a capital investment 


Related Objectives & Planned Actions 


Objective for Goal 2: Make more creative and effective use of existing HR authorities and processes. 


Action 1. Modify the Agency Standard Examining Agreement with OPM to eliminate unproductive processes. 

Action 2. Expand the use of the Outstanding Scholar Program as a way to reduce the entry-level hiring time. 

Action 3. Experiment with using an “open continuous” announcement system. 

Action 4. Establish and use a skills bank to forego issuing an announcement when a job becomes vacant. 

Action 5. Make provisions in the Merit Promotion Plan to fill jobs from an area of consideration without advertising in 
concert with the use of a skills bank in a small area of consideration. 

Action 6. Use selecting officials to rate applications. 

Action 7. Restructure jobs to career-ladder to enhance target recruitment. 

Action 8. Expand the use of training agreements to staff hard-to-fill positions. 


Objective for Goal 2: Change the role of HR to better serve management through advisory services and consulting. 


Action 1. Acquire new competencies and skills for HR, such as business acumen, consulting, and planning. 
Action 2. Support the transition of the State HR staff with a formal transition program that assists with and reinforces the 
practice of learning internal consulting skills. 


Objective for Goal 3. Bring learning directly to the workplace, enabling more employees to progress more efficiently. 


Action 1. Task NTC with accelerating learning opportunities at the job site (e.g., coaching/mentoring programs, 
communities of practice networks, distanced learning, etc.) 


Objective for Goal 4. Promote a quality worklife and workplace environment. 


Action 1. Establish policy standards for flexiplace implementation Bureauwide. 
Action 2. Balance workloads and performance requirements throughout the organization. 


Objective for Goal 5. Facilitate individual and workgroup performance to achieve the agency’s core business while 
ensuring accountability and fairness. 


Action 1. Support the development of corporate knowledge archival strategies. 
Action 2. Enhance knowledge transfer through position overlap. 
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Desired Future Outcomes in Management Reform 


HR practitioners demonstrating state-of-the-professional competencies. 

HR serving as an equal partner in management decisions and actions regarding all aspects of 
employment, including merit systems and other employee protections; innovations to the 
structure and methodology of work; and ways to increase the return on investment in employee 
capitalization. 

HR professionals becoming conversant with the operational, political, social, and budgetary 
challenges facing the BLM, thereby increasing their value as planners, consultants, educators, 
innovators, problem solvers, and business partners transparently. 

Better, quicker on-site learning opportunities, resulting in faster and better readiness of people to 
deliver high performance. 

Increased flexibility in performing work. 

Increased knowledge for BLM’s people. 

Improved value and return on investment (ROI) to BLM in HR operations. 


Performance Measures for Management Reform 


ae ea ee 


Customer satisfaction levels with HR. 

Employee satisfaction rating of workplace flexibility. 

Percent of HR staff demonstrating new competencies. 

Increased knowledge acquisition by BLM staff. 

Increase in HR's return on investment in time and staffing levels. 
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Corresponding Strategic Business Goals 


Goal1: Maximize the value of the HR function to better meet management's needs. 


Related Objectives & Planned Actions 


Objective for Goal 1: Reduce the cost of HR transactional work through process improvement and automation. 
Action 1. Automate accident reporting. 
Action 2. Automate EEO complaints processing. 


Action 3. Automate ethics reporting. 


Objective for Goal 2: Deliver HR products and services to better serve managers. 


Action 1. Implement an automated staffing table of organization as a tool for managers. 
Action 2. Expand the automated application process to include merit promotion. 
Action 3. Expand automated recruiting/staffing tools. 

Action 4. Use an automated approach to ranking candidates. 


Desired Future Outcomes 
in Technology/Research & Development 


* Use of a new tool, the Automated Table of Organization, to produce a higher-performing organization. 
* Streamlining and automation of repetitive work; this will free up resources that can better be used to increase 
professional support for line managers while also offering improved information access. 


1. Annual HRMP dollars re-deployed to on-the-ground work. 
2. Actual annual cost savings resulting from improvements/automation, such as reduced hiring time, reduced travel time, 
and decreased costs for panels. 


STRATEGIC BUSINESS PLAN FOR HUMAN RESOURCES MANAGEMENT 


1] 


> 


\ 


Key Results Area III - Products/Services Innovation 


Corresponding Strategic Business Goals 


Goal 2. Improve the delivery of products and services so management decisions can be reached quickly. 
Goal3. Help ensure the delivery of the right skills in the right place at the right time. 
Goals. Treat human resources as a capital investment. 


Objective for Goal 2. Deliver HR products and services to better meet employees’ needs. 


Action 1. Implement 360-degree assessment systems. 


Objective for Goal 2. Deliver HR products and services to better serve managers. 

Action 1. Explore available alternatives to the current classification process (e.g., broad-banding, automated classification 
tools, etc.). 

Objective for Goal 2. Establish a data quality standard and monitor data quality on a periodic basis. 


Action 1. Use assistance visits to establish a baseline accuracy target and monitor success in meeting the standard. 


Objective for Goal 3. Recruit and retain a diverse and skilled workforce in concert with the workforce planning strategy. 


Action 1. Develop a competencies database to be used by managers and HR for recruitment. 
Action 2. Streamline BLM's external outreach and recruiting programs to focus on the diversity and skills required to 
successfully achieve workforce planning goals. 


Objective for Goal 3. Facilitate the forecasting of future staffing requirements and competencies. 

Action 1. Ensure that State Personnel Officers (SPOs) become proficient in strategic skills analysis. Develop a strategic 
skills analysis process and train line managers and SPOs to use strategic skills analyses to support workforce and 
succession planning, selection, and development actions. 

Objective for Goal 3. Design and deliver training for targeted workforce development. 

Action 1. Use workforce planning to identify target skill areas and then prioritize training. 

Action 2. Explore opportunities for outsourcing training design and delivery. 

Objective for Goal 3. Deploy skills to needed locations to address work requirements and meet customer needs. 


Action 1. Identify surplus skills with potential for redistribution to where the work needs to be performed. 


Objective for Goal 5. Promote continuous learning experiences to increase employee performance. 


Action 1. Explore the feasibility of each employee having an individual learning account. 
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Desired Future Outcomes in Products/Services Innovation 


* Use of new tools, e.g., skills databases, resulting in quicker, better placement of employees and 
outside applicants. 

¢ Installation and use of a strategic skills analysis process to determine future, not just current, 
position needs, thus enabling BLM to be better prepared to achieve its mission by identifying the 
right people to do the job. 

¢ Redistribution of skills more quickly and accurately. 

¢ Improved results on the leadership assessment ratings. 

* Increased personal accountability by employees for their learning development. 

¢ Improved results as measured by quality standards to be developed. 


Performance Measures for Products/Services Innovation 


Cost per hire; speed per hire (time to fill). 

Customer satisfaction with HR's aid in getting the right people in right place at right time. 
360-degree assessment of needs. 

Percent of operations meeting or exceeding quality standards. 

Percent of workforce planning targets met. 

Increased performance resulting from training and development efforts. 


Ces eS ae 
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Related Objective & Planned Actions 


Objective for Goal 4. Promote a quality worklife and workplace environment. 


Action 1. Communicate results from assessing the pattern in EEO complaints and administrative grievances to identify the 
top three issues for action in each area. 

Action 2. Communicate the results of and actions taken from a culture audit as a means of enhancing the quality of 
worklife and the employees’ work environment. 


Desired Future Outcomes for Marketing 


*  Aworkforce and customer base who are aware of advances being made, thereby increasing credibility and trust in HR. 

* Support for HR becoming an equal partner, sharing in and influencing management decisions in an increasingly 
valuable way. 

¢ Improved quality of worklife and workplace. 


Customer satisfaction ratings with communication of initiatives and their results. 
Percent increase in HR's early involvement in management decisions. 

Percent decrease in EEO complaints. 

Percent decrease in administrative grievances. 

Percent increase in employees cross-trained/re-trained. 


Bur Pe a 
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Key Results Area V - Financial Performance 


Corresponding Strategic Business Goals 


Goal1. | Maximize the value of the HR function to better meet management's needs. 

Goal2. Improve the delivery of products and services so management decisions can be reached quickly. 
Goal3. Help ensure the delivery of the right skills in the right place at the right time. 

Goal 4. Promote a quality of workplace and worklife that attracts and retains the best talent. 

Goals. Treat human resources as a capital investment. 


Related Objectives & Planned Actions 
Objective for Goal 1. Reduce the cost of training by changing the delivery method. 
Action 1. Develop an accelerated distance learning course curriculum and delivery methods. 


Objective for Goal 1. Reduce the cost of HR transactional work through process improvement and automation. 


Action 1. Assess shifting the transaction workload of Personnel Offices to a central/regional HR group or outside contractor. 
Action 2. Develop metrics for HR processes. 


Objective for Goal 1. Standardize position descriptions (PDs) to reduce the cost of position classification. 


Action 1. Determine BLM’s core competencies and mission tasks. 
Action 2. Develop standard PDs for core mission occupations. 


Objective for Goal 1. Pursue partnering opportunities to explore cost reduction 


Action 1. Explore consolidating personnel offices across bureau and agency lines (e.g., Service First, BLM/BIA in Denver). 


Objective for Goal 2. Change the role of HR to better serve management through advisory services and consulting. 


Action 1. Re-deploy and garner financial resources to support value-added HR programs. 
Action 2. Explore development of an “HR Central Budget” to support Bureauwide initiatives and encourage economics of 
scale. 


Objective for Goal 3. Explore alternative ways to get work done. 


Action 1. Develop performance-based contracts for HR products, services, and IT/automation process infrastructure 
whenever significant cost and/or quality advantages exist. 
Action 2. Comply with FAIR (Federal Activities and Inventory Reform Act), codified in A76. 


Objective for Goal 4. Recruit and retain a diverse and skilled workforce in concert with the workforce planning strategy. 
Action 1. Use recruitment incentives for remote locations. 


Objective for Goal 5. Formalize the linkage of workforce planning with the Bureau's budget process, strategic planning 
process, and annual performance goals. 


Action 1. Garner financial resources to support value-added HR programs, initiatives, and process infrastructure that 
increase customer satisfaction, worker productivity, and overall efficiency. 

Action 2. Develop HR budget strategies and a financial management program that identify and track BLM investments in 
human capital. 
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Increased use of automation in key processes to improve the efficiency of transactional work. This 
would achieve the economies of scale needed to reallocate resources to other strategic HR 
initiatives that add sustainable value to BLM strategic goals and performance plans. 

A best-practice HR process infrastructure designed to significantly increase BLM organizational 
competitiveness and efficiency. ) 

Value-added performance measures to justify management's continuing investments in HR staff 
and infrastructure by focusing on the cost benefits resulting from increased automation, lower 
costs, and fewer employee or customer complaints, injuries, and claims. 

Understanding of any benefit to be realized by outsourcing HR functions. 

Decrease in costs for key HR business processes. 

Value-added HR programs being developed and implemented. 

Ability to track BLM’s investment in human capital. 


Performance Measures for Financial Performance 


2 a a 


Cost of HR key business processes. 

Percentage of new HR program budget requests being granted. 
Performance results against new HR metrics. 

Savings realized from consolidating HR functions. 
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CREATING A HEALTHY ORGANIZATION 


IMPROVING HUMAN RESOURCE MANAGEMENT 
FOR THE 21ST CENTURY 


“The best way to predict the future is to create it...” 
Peter Drucker 


Information Bulletin No. 99-007 
October 5, 1998 
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Introduction 


What is a healthy organization? How does it function? Why is it important? And what are the keys 
to achieving a healthy organization? This report explores these issues and sets forth policies and 
guidelines developed by a cross-section of BLM employees. 


The impetus to reexamine human resource management (HRM) in the Bureau grew out of the Task 
Force Report: Communications and Management Procedures issued in September 1997. This report recom- 
mended that the BLM “establish a task force to review and improve human resource management 
policies and processes in BLM and revise the HRM section of the BLM Strategic Plan.” 


The need for a reexamination of HRM policies and processes has also been highlighted in BLM’s 
Strategic Plan, Diversity Plan, employee survey data, and was reaffirmed by the Field Committee in 
early February of this year. A team was subsequently assembled to look at the Bureau's overall HRM 
program and see where changes were needed to help create a healthy organization. 


This team included the Acting AD for Human Resources, several Associate State Directors, other 
Field Office Managers, and Personnel and EEO Specialists. The team spent three days in late 
February hammering out the themes and policy ideas that formed the foundation for this report. 


In late April of this year, the report was reviewed by the Bureau's Executive Leadership Team (ELT). 
The ELT reviewed and discussed each of the recommendations in concert with information and data 
from the Bureau's 1998 Employee Survey. 


This document is the opening chapter of a new HRM initiative aimed at creating and maintaining a 
healthy organization. Subsequent chapters will be released over the next few weeks and months. 
These chapters will deal with the results and recommendations of the employee survey and focus 
groups and with actions undertaken by State Directors and Assistant Directors. A later chapter will 
unveil a strategic plan that will carry us well into the 21st century. 


This report outlines and summarizes the views and decisions of the ELT. In the sections that follow, 
HRM issues are discussed under four broad headings: Workforce Planning, Workforce Diversity, 
Workforce Development, and Workforce Awards and Recognition. Under each heading, the Bureau's actions 
for dealing with the issue are described. Some of these BLM actions restate existing policies or practices 
in the context of creating a healthy organization. 


All of the actions set forth in this document have been developed with extensive management input 
and review and have been “cross-walked” with the BLM Strategic Plan, employee surveys, the 
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Diversity Plan, and our Annual Performance Plan. Taken together, the policies and actions in this 
report are merely the first few steps toward re-creating the BLM as a healthy organization, equipped 
and ready to meet the challenges of the next century. 


What Is a Healthy Organization? 


A healthy organization is an organization that is productive, efficient, and positive in its outlook. It 
is adaptive to change with a capacity to anticipate and prepare for the future. Healthy organizations 
are staffed by a diverse workforce that has the skills and resources needed to get the job done now 
and that is also planning for the future. In the BLM, this workforce is committed to public service 
and wholeheartedly supports the Bureau's mission. 


In a healthy organization, people understand that everyone must work together to successfully 
achieve the mission, and everyone communicates and works with professionalism, respecting other 
individuals and offices in the organization. People put in a good day’s work, and they are appropriately 
compensated and recognized for their efforts and contributions. 


A healthy organization is one in which there is a free and rich flow of information both within the 
organization and with external partners. Moreover, a healthy organization is a learning organization 
in which new ideas, best practices, and lessons learned are rapidly shared throughout the organization. 
This shared learning helps leverage resources and eliminates the need to always “reinvent the wheel.” 


A healthy organization provides opportunities for initiative, creativity, professional development, 
career growth, and personnel exchange between offices. And, perhaps most important, opportunities 
exist to make a difference and everyone understands their contributions to the process. 


There are two keys to achieving a healthy organization: the HRM program itself, and investing in our 
workforce. The first key, human resource management, must be strategically linked to our day-to-day 
management actions to maximize its role as a strategic business partner helping management 
achieve critical organizational objectives. Organizational change is much more effective and sustain- 
able when human resource professionals work in partnership with line management and when 
change agents meaningfully engage all stakeholders. 


Investing in our workforce is the other key to achieving a healthy organization. This includes work- 
force planning and development. In today’s work environment, the old “career track” does not exist 


any longer. It has been replaced by a new focus on “employability” that places a premium on multiple 
skills and collaborative teams. 
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The Bureau must begin to link career development with its efforts to create a healthy organization. 
Key initiatives in this effort include: 


@ Increasing employees’ responsibility for managing their careers; 

@ Building a career-resilient workforce for competitive advantage; 

@ Encouraging lateral moves that benefit both the “Corporate Agenda” and the 
employee; 

® Capitalizing on the expertise of effective managers as coaches and mentors; 

@ Identifying internal talent and resources through skill assessments and effective 
internal job marketing systems; : 

@ Taking a global approach to employee orientation and development; and 

@ Maximizing technology for development and career planning. 


Workforce Planning 


The objective of workforce planning is to have the right resources available at the right time to do 
the job. Historically, the BLM has done workforce planning, but it has always been on a short hori- 
zon to meet immediate needs. With 23 percent of the Bureau's workforce (1,929 people) projected to 
reach BLM’s average retirement age (58) within the next 5 years (including 705 employees from 
GS-12 to GS-15 and 10 SES employees), the Bureau has an unprecedented opportunity to restructure 
its workforce to meet the challenges of the next decade and beyond. 


Planning now for this anticipated turnover is critical. Losses through attrition, buyouts, and early 
retirement authorities in the last several years have already resulted in a loss of critical skills in several 
occupations and organizations. Staffing losses have also resulted in present employees having to per- 
form multiple functions, which has led to a diminished level of specialized experience and skills in 
many areas. Shortfalls in critical skills have required managers in some instances to look elsewhere 
when these skills cannot be provided within the existing workforce. Existing detail and reassignment 
processes often entail increased costs and some inherent inflexibilities in meeting these critical needs. 


The Government Performance and Results Act (GPRA), diversity goals, attrition, and flat budgets 
will all force the BLM to change its current workforce. We can either react to individual factors with 
individual actions, or we can strategically address our workforce composition over the next three to 


five years. 


As an example of the historical pitfalls in short-term planning, managers have encountered numerous 
situations where they eliminated positions in one year, only to find that those skills were required 
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for critical work that surfaced a year or so later. Under a strategic approach, an out-year projection 
of work would have been a key part of any decision to downsize existing skill capabilities. 


GPRA will impact work priorities, affect the basic way the BLM does its program planning, and 
force accountability through required Annual Performance Plans. Results will be tied to budgets: the 
Bureau will be held accountable for achieving results) set forth in its Performance Plan. This will 
require managers to plan work for both the current year and out years. 


As part of this planning, the BLM will also need to determine what level and types of skills are avail- 
able to meet its work commitments. Managers will need to look strategically at the workforce in 
terms of both future skills needs and opportunities for changing the skills mix. The Bureau will 
need to analyze workforce trends and training needs, develop a selection pool for targeted positions, 
and acknowledge the need to both think nationally and act locally. 


The budget is projected to be flat for the foreseeable future, which means an effective annual decrease 
of 5-6 percent in budget operational capability. Against this backdrop, the Bureau will need to con- 
sider the mixture of types of employees—permanent, term/temporary, and contract—needed to 
meet its core mission and other needs. This approach is critical to creating a flexible organization. 


The Bureau's workforce composition must better reflect the racial, ethnic, and gender make-up of 
the publics we serve. These publics live, work, or relax on land managed by or adjacent to land man- 
aged by the Bureau. Management must look for opportunities to change individual workforce 
compositions by targeting under-represented categories, particularly in developing a pool of candidates 
for key supervisory and management positions. (See section on workforce development for 
further details) 


BLM Actions: 


1. At all levels, the Bureau will integrate workforce planning and other human resources 
management considerations into all strategic planning efforts and management decision- 
making activities involving budget, resource management, business, fiscal, and other 
practices. Workforce planning will be an integral part of all components of BLM’s Annual 
Performance Plan. In addition, the Bureau will amend its PAWP, AWP, and strategic plan- 
ning formats and guidelines to actively incorporate the workforce planning component 
into the process. 
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2. The Bureau will annually update its projected five-year staffing needs. These projections 
will provide a long-term view of skill needs for workforce planning. 


3. The BLM will have a “Mobility Policy” to provide flexibility in meeting skill needs and 
provide employees with an opportunity for career development. The Bureau will establish a 
National Personnel Management Committee (NPMC) to advise the Director on staffing 
permanent full-time vacancies at the full performance GS-13-15 grade levels throughout 
the Bureau, excluding Fire Management Officer positions. In addition, the NPMC will pro- 
vide advice and assistance to the Director on other workforce planning-related issues such 
a selections for competitive national career development programs. 


4. The BLM workforce is measured in comparison with the national civilian labor force statistics 
by the Department, and the Bureau will work to achieve these goals. 


Workforce Diversity 


The Bureau is committed to building a diverse workforce that looks like America, a workforce that is 
diverse in terms of disciplines, backgrounds, and perspectives. In doing so, we will be better equipped 
to understand the American public and to assist our fellow citizens in understanding BLM’s mission 
and its relevancy to their lives. 


In response to Executive Orders, the BLM has established a number of Memorandums of 
Understanding (MOUs) and Memorandums of Agreement (MOAs) referred to collectively as 
“Special Initiatives.” Special Initiatives encompass far more than just recruitment programs for 
entry-level positions. They include hiring at all levels, contracting with women and minority-owned 
businesses as well as partnership colleges and universities, and reaching out to the public. 


MOUs have been established with Historically Black Colleges and Universities (HBCUs), Tribal 
Colleges and Universities ([CUs), and the Hispanic Association of Colleges and Universities 
(HACUs). In addition, several other agreements have been established between the BLM and the 
Hispanic Coalition, the Equity Leadership Program, the International Association of Professional 
Black Firefighters (IAPBFE), the National Association for Equal Opportunity in Higher Education 
(NAFEO), the Student Conservation Association, and other organizations. 


The Bureau's implementation of Special Initiatives has raised a number of concerns about how to get 
the best return on our investment. Workforce diversity is clearly a Departmental and Bureau priority. 
However, our efforts thus far have been fragmented, resulting in inadequate communication and 
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coordination between the various components of our workforce diversity initiatives. The Bureau 
must enhance its strategic plan to optimize the collective efforts needed to achieve results and 
impose accountability. 


BLM Actions: 


RECRUITMENT 


1. The BLM will integrate diversity into its daily business. The BLM will provide diversity 
training to managers and employees to gain a perspective on different cultures, thereby 
enhancing recruitment, selection, and day-to-day work practices. 


ENVIRONMENTAL EDUCATION 


2. The BLM will establish a diversity initiatives advisory group to develop performance expec- 
tations in concert with the BLM Diversity Plan, to conduct “Special Initiatives” evaluations, 
and to make resource allocation recommendations to the Director. 


3. To enhance local education efforts, national MOUs and MOAs will be used to actively foster 
those partnerships that maximize outreach to and environmental education efforts for 
diverse audiences. These MOUs and MOAs will be periodically reviewed, cataloged, 
indexed, and updated. 


4. The Bureau will increase its participation with existing partners such as MESA, Urban 
Treehouse, Wonderful Outdoor World (WOW), MANRRS, MINFORS, HOP, Commencement 
2000, etc., and will continue to seek opportunities to diversify its education and outreach efforts. 


BUSINESS PRACTICES/OUTREACH 


5. Diversity aspects of business practices will be improved through effective utilization of 
partnerships with groups like the Hispanic Coalition, Black Chamber of Commerce, 
International Association of Professional Black Fire Fighters (IAPBFF), etc. In addition, 
cooperative agreements (MOUs, MOAs, etc.) with minority colleges and universities will 
consider the institutions’ ability to complete or assist with BLM’s mission-oriented projects. 
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Workforce Development 


Because of budget reductions and governmentwide reinvention initiatives, the BLM is shifting toa 
flatter, more streamlined organization with decreased layers of management. Today, there are fewer 
people trying to accomplish more work than before. The work itself has also become more complex 
and requires new skills. New technology is fundamentally changing the skills and abilities needed 
to carry out our mission at all levels of the organization. GPRA and the resultant Strategic Plan will 
have future impacts on work priorities. These changes have resulted in a perceived change in the 
traditionally recognized career track patterns (career ladders). 

Concurrently, our workforce is getting older and more experienced, as indicated by various demo- 
graphics studies. Reorganizations, downsizing in the face of increasing workloads, new legislation, 
new initiatives, and fewer career opportunities have all taken their toll on employee morale. 


Our culture is changing as well. We are moving away from an organization that has emphasized career 
advancement by “sitting in different chairs” (e.g., Resource Specialist, Area Manager, Washington 
Office, District Manager, etc.) to an organization that values diversity and recognizes the benefits of 
different experiences and backgrounds. Changing cultural, family, and social values have also changed 
employee views on mobility and tenure. The BLM must create a comprehensive and systematic 
approach to employee development that addresses these changing values and fundamental issues. 


One approach being taken is the Field Organization Strategy (FOS), which will result in an array of 
grade structures for all employees in the flatter, more streamlined organization. The FOS will provide a 
variety of opportunities for career progression and diversity across the Bureau. 


Actions are presented in five major areas to manage workforce development in a changing organization: 


Career Progression and Core Competencies 
Management Development 
On-the-Job Development 


Employee Orientation and Re-Recruiting our Workforce 


¢¢ ¢ O@ 6M 


Employee Development Program Management 
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Career Progression and Core Competencies 


Employees and managers need to be able to understand their career options. The Bureau needs to 
identify its future skill needs and offer appropriate developmental opportunities for employees to 
grow personally and professionally. 


Traditionally, there have been two basic tracks that a journeyman employee could embark upon. To 
progress in the organization, employees could go into supervision and management, or they could 
specialize in staff technical positions. Very often, successful employees would move between these 
two career tracks throughout their careers. Today, although clear career paths are not evident, 
employees are nevertheless taking advantage of career opportunities based upon their own personal 
competencies and the organization's needs. And opportunities continue to exist in the new flattened 
field organization. Once an employee understands the BLM’s organizational structure, the groundwork 
is laid for competency based career progression. 


Core competencies are a combination of knowledge, skills, and abilities in a particular career field, 
which, when acquired, allow a person to perform a task or function at a high level of proficiency. 
Core competencies provide the foundation for career assessment, counseling, and progression based 
on important skills and abilities rather than the traditional basis of a defined series of specific job 
assignments. With these competencies defined, employees will be able to assess their skills and com- 
petencies against both their current and aspired-to positions. Likewise, supervisors and mentors will 
have a basis for more effective career counseling and guidance and will be in a better position to 
establish training needs. 


Core competencies will also provide a key tool for personnel offices. They can be used in workforce 
planning, recruitment and selection, and performance management, as well as providing a founda- 
tion for the training program. The development of core competencies for key series will help the 
BLM meet its DOI Strategic Plan commitments regarding skill assessments. 


In order to implement the core competency approach and convey a clear understanding of how 
future career opportunities in the Bureau can be taken advantage of, employees will need to be 
informed, counseled, and assessed against competencies, and will have to be able to participate in a 
career development program. A new organizational model. 


BLM Actions: 


1. The BLM will explore a core competency approach for the 17 identified most populous 
occupations. (See Appendix 1.) 
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2. The Bureau will develop a career progression strategy that supports all occupational series. 


3. The BLM will endorse the use Individual Development Plans for all employees. 


Management Development 


The BLM Employee Satisfaction Survey completed in 1995 and the BLM 1998 Employee Survey 
both indicate a significant need for improved management and leadership skills in the organization. 
Responding to similar needs throughout the Federal government, the Office of Personnel Management 
(OPM) has developed the Leadership Effectiveness Framework that identifies core competencies for 
supervisory, managerial, and executive positions. 


BLM Action: 


1. BLM managers and supervisors will maintain a high degree of skill in their core competen- 
cies by participating in BLM-approved training and continuing education programs and by 
attending leadership forums and conferences. In addition, BLM will re-institutionalize the 
requirement for “80 Hours” of new supervisory training to include a “360 Degree” assessment 
during the probationary period. Past programs, such as the “Management and Leadership 
Program,” should be reviewed for possible adoption. In addition, there should be overall 
guidance for mentoring and periodic feedback for managers on how they are doing. 


On-the-Job Development 


On-the-job development is one of the best hands-on approaches for developing our entire work- 
force, managers and employees alike. The importance of on-the-job experiences, details, and work 
assignments in developing all BLM employees cannot be overstated. Details, short-term project 
assignments, and other cross-training experiences are both effective and economical as tools to train 
Bureau employees and prepare them for the future. 


Work at the Washington Office (WO) can serve both the needs of employees and the organization. 
With WO experience, employees can broaden their experience base. They can acquire a Bureauwide 
perspective and develop professional relationships, while also contributing to the mission by serving 
the broader needs of the organization. Employees in key positions at the WO could likewise benefit 
by performing work in Field Offices. 


Without the Bureauwide perspective gained from working in the WO, it would be more difficult for 
a manager to see the overall BLM picture, e.g., a national perspective, congressional relationships, 
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the budget process, the role of professional societies and groups, and establishment of broad work- 
ing relationships. Equally important, without input from someone with a Field Office perspective, it 
is extremely difficult for WO managers to effectively implement Bureauwide policy. Gaining both a 
Field Office and WO perspective might help managers learn to better prioritize work, a problem 
cited by employees in recent surveys. Likewise, WO employees who are detailed to State or Field 
Offices can gain a better appreciation for operational issues and the needs of the Bureau's customers. 


Participation in professional societies and attendance at professional meetings, conferences, and 
workshops can also help sharpen the skills of all employees, particularly those staff specialists who 
choose a technical instead of a managerial career progression. 


BLM Actions: 


1. The BLM will continue to use details, short-term project assignments, and other cross-training 
experiences as a primary tool to develop employees at all levels of the organization. 
This would include short-term WO assignments, as well as Field Office assignments for 
WO employees. Field employees should also participate in details at other Field and 
State Offices. 


2. The BLM endorses and supports employee participation in professional societies and atten- 
dance at professional meetings, conferences, and workshops. Employees should ensure that 
new skills and knowledge attained are disseminated to appropriate employees and managers 
throughout the BLM. 


Employee Orientation and Re-Recruiting Our Workforce 


There is no consistent program for orientating new employees into the BLM, nor is there a consistent 
program for re-recruiting (re-motivating and enhancing the skills of) our current workforce. 


As new employees are recruited into individual offices, they are not exposed to a Bureauwide 
perspective. What BLM perspectives they are exposed to tend to be limited to the viewpoints of 
individual offices. 


The Bureau needs a program that helps employees maintain a big-picture view and a sense of 
belonging to a national organization. Since employees will continue to enter the BLM at all grade 


levels, it is important that every employee be familiar with BLM'’s systems, processes, and values, and 
have an effective understanding of how decisions are reached and implemented in the Bureau. 
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BLM Actions: 


The BLM will develop a Bureauwide approach to orienting new employees to the Bureau to 
enhance the development of interpersonal, technical, and team skills. These programs will 
be managed by States, National Centers, and the WO. 


The BLM will develop a program to “re-recruit” employees with more than five years of 
Bureau experience, focusing on enhancing the skills necessary to be effective leaders and 
team members at all levels of the organization and on increasing awareness of Bureau values 
at the national level. 


The BLM will create a national program (similar to the “Cauldron” program but designed to 
meet current employee and organizational needs) that periodically reinforces Bureau values 
and culture for employees in their first 5 years of employment. 


Management of the Employee Development Program 


The Bureau recognizes the importance of employee development, acknowledging that training and 
development are lifelong needs. However, the Bureau's leadership in Employee Development needs 
strengthening to bring more focus to the program. 


A number of the elements needed to “maintain a trained and motivated workforce” have been devel- 
oped by the Bureau or are readily available from vendors or other governmental sources. Now the 
Bureau needs to develop an overall employee development policy. This policy should be a coherent 
strategy that will help fit the existing pieces together into a unified employee development program, 
one that supports BLM’s mission and that makes sense to both employees and managers. 


BLM Action: 


ig 


The Bureau will establish and utilize a formal employee development and mentoring 
process. Training programs will be developed, taking into account both employee com- 
petency requirements and organizational needs. (Refer to Appendix 2 for a summary of 
generalized training needs by career stage and training currently available from the 
National Training Center.) 
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Workforce Awards and Recognition 


In 1996, the Department of the Interior issued new guidelines for both the Performance Appraisal 
System and the Awards and Recognition System that significantly changed how the Bureau did busi- 
ness. Two of the most significant changes were the introduction of a pass-fail performance system 
and the delinking of awards from the appraisal system. 


The results of 1998 BLM Employee Survey and follow-up Focus Groups indicate Bureauwide dissat- 
isfaction with both processes. Only 17 percent of the employees responding to the survey gave a 
favorable rating to the employee recognition system. Issues identified included frustration with per- 
formance discussions or lack thereof, the lack of clear criteria for awards, and a perceived lack of 
equity in award distribution. Focus Group ideas on improving performance appraisal processes 
included holding frequent performance discussions, as appropriate; improving the performance 
appraisal process to distinguish high and low performance; and dealing with nonperformers. In 
addition, the Focus Groups voiced support for a performance appraisal system that is tied to the 
Bureau's Annual Work Plan process and cycle. 


BLM Actions: 


1. The BLM will explore requesting a waiver from the Department Performance Appraisal 
System and going under a multilevel (e.g., a five level system) performance appraisal system. 


2. SDs/CDs/ADs will establish internal standard operating procedures and guidelines to 
manage the awards system. 


3. As appropriate, managers will utilize informal recognition methods such as a simple “thank 
you’ or a Letter of Commendation. 
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List of Identified Most Populous Occupations in the Bureau 


PROFESSIONAL OCCUPATIONS 


401 
454 
460 
486 


General Biological Sciences 
Range Management 
Forestry 

Wildlife Biology 


1350 Geology 


1373 Land Surveying 


TECHNICAL OCCUPATIONS 


455 
462 
802 
817 


Range Technician 
Forestry Technician 
Engineering Technician 


Survey Technician 


ADMINISTRATIVE OCCUPATIONS 


340 
965 


Outdoor Recreation Planner 

Miscellaneous Administration and Program 
Computer Specialist 

Program Management 

Land Law Examining 


1170 Realty 


1801 General Inspection, Investigation, and Compliance 


STRATEGIC BUSINESS PLAN FOR HUMAN RESOURCES MANAGEMENT 


30 


* Orientation 
¢ Technical Skill Development 
* Team Skills 


¢ Re-Recruitment 
¢ Building Leadership 

* Career Choices 

¢ Teaching 

¢ Mentoring Skills 

* Collaboration 

¢ Political Skills 

¢ Transition to management 
¢ Project Management 

¢ Team Leadership 

¢ Advanced Technical Skills 


Senior Career 


¢ Re-Recruitment 

¢ Leadership 

* Coaching 

* Policy Leadership 
¢ Strategic Direction 
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Future Additional Services (Best Practices) 


Personnel Management 

Recruitment 

Selection and Placement 

Position Classification 

Position Management 

Pay Administration 

Personnel Management Evaluation 

Employee Relations 

Labor Management Relations 

Hours of Duty 

Absence and Leave 

Employee Responsibilities and Conduct 

Employee Benefits 

Performance Management and Related Rewards and Recognition 
Human Resources Automated Applications and Systems for Personnel Management (HRIS, Quick Hire, etc.) 


Equal Employment Opportunity 

Safety and Occupational Health 

Employee Development, and Technical Training (National Training Center) 
Personnel Security (Step One) 

Policy Development and Execution 

HR Process Improvements (Automation) 

Employee Input and Commitment 

National Career Development Program 


Personnel Management 


Professional development for HRM Professionals 

Increased capacity of HR to act as advisor to line management. 

Knowledge management system basics, e.g., the best practices database for critical BLM occupations and related 
processes. 

Automated workforce skill database and skills gap analysis process. 

Strategic staffing analysis for workforce and succession planning, selection, and development. 

Consultant services for line managers, including (a) organization and work redesign; (b) team building; (c) reward and 
recognition systems; (d) communications initiatives; (e) change/culture initiatives; (f) performance measurement 
design and implementation; (g) one-stop advisory service for management; and (h) paperless function. 


II. Career Progression/Management Programs for All Employees 
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Human Resources Management (HRM) Automation 
Investment Profile 


Executive Summary 


Although it not yet possible to create an entirely paperless work environment, the Bureau of Land 
Management (BLM) has plans to renovate the current automated Human Resources Management 
(HRM) systems currently being used and to add others, based on the needs of BLM’s HRM customers. 


This HRM Automation Investment Profile describes both short-term and long-term objectives 
designed to achieve an environment supporting the human resources needs of the Bureau well into 
the 21st century. The Profile links these objectives to the Strategic Business Plan, introduces the concept 
of “virtual human resources management’ as a guiding principle, and describes automated initiatives 
already underway or in the planning stage. 


BLM Enterprise Architecture Strategy 


In May of 1999, the Bureau of Land Management put forth an Interim Policy for Information 
Technology (IT) Acquisitions, the purpose of which was to set forth interim policy to guide the 
acquisition of Information Technology (IT) hardware and software while BLM is developing an 
Enterprise Architecture. The BLM'’s vision (according to the draft Instruction Memorandum) was to 
develop Enterprise Architecture that will: 


¢ Improve business practices and the ability to access and analyze data to support management's 
performance goals; 

¢ Provide a structure that guarantees that accurate information is available to the right people, at the 
right time and in the right form, 

* Encompass the ability of software and hardware from different vendors and structures to work 
together both on a single network and across networks; and 

¢ Provide the BLM with the capability to keep pace with changing technologies and to anticipate 
increasing demands. 


Presently, the Bureau has numerous individual data systems functionally supporting BLM programs. 
However, these systems are not adequately linked to integrate data and generate the best information 
needed to support decision making, minimize duplication, and satisfy customer requests. 
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Guiding Principle - Virtual Human Resources Management 


To accomplish the automation goals and proposed initiatives in the Strategic Business Plan, the BLM 
has chosen to adopt the concept of “Virtual HRM” to provide desired HRM servicing accurately, 
quickly, and electronically at employees’ desktops that is accessible to customers at all levels of the 
organization. 


Virtual HRM — 


* embodies multiple, state-of-the-art technologies to achieve accessibility, 

* meets customer desires and provides optimal point-of-delivery service; 

* envisions integration with other administrative support functions; 

¢  iscost effective; 

* promotes consultation and advisory services; and 3 

¢ enables HRM core processes, including workforce and organizational planning, establishment 
and filling of positions, scheduling and delivering of training, career development, and separation 
processing. 


Automation Strategies 


To achieve the vision of HRM and enable development of “Virtual HRM,” four issues must be 
addressed: short-term automation strategies, long term automation strategies, NHRMC HRM legacy 
systems, and current and future BLM HRM automation initiatives. 


As the Bureau has already implemented Lotus Notes (v. 5.0), it is necessary to look at Lotus first 
when determining the feasibility of creating new HRM applications. If Lotus Notes is not a viable 
option for creating a particular HRM application, we will look to other in-house applications before 
studying outside vendors and programmers. (Lotus allows for the design of applications with the 
ability to handle document management, workflow, and tracking, each of which is proposed for 
DOI’s Human Resources Information System (HRIS.) 


I. Short-Term Automation Strategies: 


A. Survey HRM and IRM professionals across the Bureau to determine the automation needs 
and wishes of BLM’s HRM community. 


B. Establish, under HRM leadership, a multi-disciplinary team comprising HRM, IRM, and 
Finance to carry out the HRM strategic automation initiatives. 
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Identify and develop plans for specific interventions for HRM'’s core processes and the 
achievement of HRM's vision and goals. 


Identify and deploy “quick hits” or “low-hanging fruit” (low-cost, high value automation 
initiatives) to achieve HRM vision and goals. 


Re-direct limited resources to achieving the “Virtual HRM” goal by rigorous evaluation of 
legacy systems and planned enhancements; effect changes to legacy systems only where 
mandated by external decisions of in support of compelling internal initiatives. 


Retain legacy systems that continue to meet HRM’s and customers’ requirements. 


Identify desired competencies for HRM staff as well as the IRM staff involved in providing 
automation support. 


Long-Term Automation Strategies: 


A. 


Build on reengineering and development efforts successfully undertaken by the commercial 
sector and other Federal agencies through an analysis of commercial off-the-shelf (COTS) 
products and cross-servicing initiatives. 


If supported by analysis, acquire a COTS package that meets BLM’s HRM requirements and 
minimize customization. Develop alternatives if necessary. 


Identify and evaluate multiple technologies to assess their potential for advancing the 
HRM vision. 


Assure user friendliness and accessibility to all customers through HRM systems design 
that optimizes the use of existing infrastructure while also acknowledging BLM’s emerging 
Bureau Architecture. 


Seek state-of-the-art technologies to achieve solutions that are visual, intuitive, self-instructing, 


and flexible. 
Involve customers in all phases of automation interventions. 


Through active participation, influence external efforts to advance HRIS with the latest 
technologies in an effort to eliminate barriers to paperless processing in the HRM arena. 


. Partner with other Federal agencies to identify and exploit HRIS development efforts. 
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III. NHRMC HRM Legacy Systems: 


A. Federal Personnel Payroll System (FPPS) 

B. RETARS (Time and Attendance) 

C. Internet / Intranet 

D. Safety Management Information System (SMIS) 
E. EEO Complaint Tracking Database 

FE. Training Server (NTC) 


IV. Current And Future BLM HRM Automation Initiatives: 


Workflow 


A. Time and Attendance 
B. Training 
C. Benefits 


Tracking Systems 


. Time and Attendance 
. Training 
. Benefits 
. Applicant Tracking 
. SCEP / STEP 
EEO Complaints 
. Performance 


Q ta 1). eS > 


Document Management Libraries 


A. Position Descriptions (PDs) 
B. Individual Development Plans (IDPs) 
C. Qualification Standards 
D. Classification Standards 
E. Forms 
1. Training 
2. Benefits 
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Automated Time and Attendance 


The Remote Entry Time and Attendance System (RETARS) time and attendance system is currently 
being replaced with a new system called PayCheck. PayCheck is based on the Forest Service's 
current time and attendance system. 


A Lotus Notes application which allows for employee input directly into the system, PayCheck will 
replace RETARS in the early part of 2002. PayCheck creates an electronic time sheet that must be 
filled in by all agency employees. The application provides complete flexibility, allowing time sheets 
to be updated daily or only once per pay period as each employee prefers. 


Hours worked, activity codes, leave times, shift variations, and other elements of an employee's work 
schedule are recorded for a two-week pay period (26 pay periods per year). At the conclusion of each 
pay period, timekeepers access the time sheets for approval and then supervisors access the time 
sheets for certification. Following certification, the time sheet records for all employees are com- 
piled for transmission to the Department of the Interior (DOI) National Business Center in Denver, 
Colorado. The PayCheck application embodies all BLM business rules necessary for recording time 
and attendance data and includes various error checking features to preclude illegal entries and alert 
employees if business rules are being violated. 


By changing the business process to allow employees to input their own data, the current duplica- 
tion of effort (employee develops hard copy timesheet, timekeeper keys into system) is eliminated. 
PayCheck streamlines the completion of time and attendance reports and produces more accurate 
data, resulting in fewer time and attendance amendments and fewer changes to the financial data via 
the Payroll Corrections process. 


Automated Hiring System 


In 2000, BLM acquired “QuickHire”, a computerized employment application processing system 
that electronically prescreens candidates and ranks them according to specified criteria. The system 
made its debut in time for use in hiring FY 2001 seasonal employees. “QuickHire” lets applicants 
search for available jobs in the BLM; create, edit, and archive their electronic resumes; and apply for 
specific jobs online. “QuickHire” also provides applicants with an opportunity to establish criteria to 
identify the types of jobs in which they are interested; “QuickHire’” will then notify them with an e-mail 
message when that type of job is open for application. The system determines which candidates are 
eligible and “best qualified” and rates and ranks them based on their answers provided. The system 
also automatically generates correspondence such as nonqualified letters, not-selected letters, selection 
letters, and letters for incomplete application packages. 
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The scope of the“QuickHire” project encompasses automating all recruiting and hiring, as well as 
the merit promotion processes, within the Bureau of Land Management in the near future. An auto- 
mated employment system will increase the effectiveness, efficiency, and consistency of the Bureau's 
recruitment program, while decreasing overall costs. 


Automated Classification System 


Automated Classification Systems are difficult to design and use, as position classifications are not 
easy to standardize. Systems such as Avue Technologies’ “COHO” and the Office of Personnel 
Management's “HR Manager” use standard tasks and competencies to help classify a particular posi- 
tion. A system could be designed through which classifiers could select from these standard tasks, 
competencies, qualification standards, and position descriptions to classify a position. Establishment 
of a position would be the event that triggers recruitment and assignment, as well as the development of 
agency performance plans and individual performance plans. 


Computer-Based Training (CBT) 


There is a great need throughout the BLM for employee training in large numbers. CBT applications 
are relatively easy to develop and have little cost associated with them. Learning Space, a module 
within Lotus Notes, allows the designing of CBT via the internet. 


New Employee Orientation training is required for all new employees, although most never get it 
due to the cost, time, and travel involved. Ethics training is required annually for all employees who 
must provide a financial disclosure statement. The Office of Government Ethics (OGE) provides a 
DOS version CBT that is difficult to download, cumbersome to get through, and not readily available. 
Additionally, there is no way to track employees who have used the CBT. 


Computer-based training can be deployed in one of two ways — via the Internet or via CD-ROM. 
Through both media, employees will be asked to verify their personal information (i.e. name, SSN, 
and date taking the training), which will then be transmitted to the centralized database. 


EPPS 2000 and Data Mart 


A data mart is a data repository that collects and disseminates information. It acts as a relational data- 
base that, by allowing information to flow freely to and from it, enables all employee information to 
be stored in one location and then be used to propagate applications. Future applications will receive 
data from and post data to this Data Mart. 
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The DOI Office of Personnel Policy is preparing to implement the FPPS 2000 system this Fiscal Year. 
According to the DOI National Business Center (formerly the Administrative Services Center), 
FPPS 2000 will include the following initiatives: 


* an open system architecture to support FPPS integration with government and commercial-offthe- 
shelf (COTS) software that will serve as the foundation for an enterprise data warehouse; 

* acommercial, relational database with sophisticated yet easy-to-use business intelligence tools for 
ad hoc queries and reports to gather operational as well as management information; this will allow 
easier access to data and provide data analysis capability; 

¢ agraphical user interface (GUI) that will provide point-and-click, Windows-like navigation; and 
ease of access using browser technology (if web-based). 


The new system will provide a common look and feel for all Department administrative systems. 


Document Management Library 


HRM does not currently employ an automated application to effectively manage the requirements 
of BLM managers and supervisors, BLM employees, and HRM staff for information now maintained 
as paper records (position descriptions, individual development plans, official personnel folders, 
medical folders, employee performance records, employee training records, merit promotion case 
files, etc.). Information Bulletins (IBs) and Instruction Memorandums (IMs) are currently kept both 
as paper documents and on the web and are not updated regularly. By employing an automated doc- 
ument management system, the Bureau could not only store records electronically but also retrieve 
them relatively easily. 
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HRM Issues and Improvement Recommendations 
August 22, 2001 


Workforce Planning 


One of the most significant issues being faced by the Bureau is strategic workforce planning. 
Strategic workforce planning is something the Bureau as a whole has addressed peripherally for the 
past several years. The new Administration, through OMB, has made this a high priority for all agen- 
cies. To date, the Bureau's response to workforce planning will address OMB’s requirements, but we 
have not implemented a comprehensive approach in addressing this issue. The following are the 
primary Human Resource Management issues regarding workforce planning: 


Issue 1. Holding Assistant Directors (ADs) and State Directors (SDs) Accountable for Implementing 
the Bureau's Workforce Planning Framework 


Recommendation 1. Change the role of the NPMC from one of weekly review for each action GS 
13 or greater to one of reviewing and approving each States/Offices workforce plan. Once these 
have been reviewed and approved by the NPMC, there should be no more review of actions if they 
are consistent with the workforce plan. Exceptions to the plans would require NPMC approval. The 
NPMC should conduct follow-up reviews on a semi-annual basis. 


Issue 2. Reassigning Workforce Planning Responsibilities 


Recommendation 2. 


Assign workforce planning to the Bureau's business function to provide a direct linkage with the 
budget and management analysis functions. HR’s role would be to provide data and consultation. 
Issue 3. Linking Individual Performance to Organizational Performance 


Recommendation 3. 


Change the BLM’s current individual performance measurement system to at least a three- tier per- 
formance system and tie its organizational performance goals directly to individual performance 
management. 
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Issue 4. Dealing with Skills Imbalances 


Recommendation 4. 


Develop broad guidelines nationally that address key areas of concern, provide uniform approaches, 
and allow local/State managers some flexibility to develop solutions that solve skill imbalances. 


‘ 


Issue 5. Retaining Critical Skills/Knowledge in High-Risk Areas 


Recommendation 5. 


Identify and manage for replacement those skills that are the most critical in terms of high risk for 
loss of life and/or property or that would significantly increase the risk of adverse legal decisions. 


Issue 6. Acquiring Skills 


Recommendation 6. 


Use a mix of approaches in acquiring skills and determine which ones make the best business sense; 
when possible, invest in high-performing employees. 


Workforce Management 


Management of the workforce has become increasingly complex. Managers are required to make 
daily decisions about their workforce that have the potential to impact costs, work processes, and 
performance requirements. In today’s environment, the BLM must manage its employees as its single 
most important capital asset. 


Issue 7. Transitioning HR Professionals from Processors to Consultants 


Recommendation 7. 


Develop a formal transition training program to help HR professionals serve as advisory consultants 
to managers, partnering with management in meeting the requirements of the organization. 
Additionally, develop standards of service and competencies for HR professionals. 
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Issue 8. Sharing Information with Employees 


Recommendation 8. 


Establish a forum that includes managers and employees for sharing and receiving information; 
identify and address issues for discussion and resolution. Develop a new intranet log-on screen that 
includes a message, news, and events of the day as an easy vehicle to give employees current 
information (i.e., program information, policy, announcements, kudos, etc.). 


Issue 9. Enhancing Worklife Quality 


Recommendation 9. 


Maximize the use of alternative work schedules and flexiplace initiatives where possible. 


Issue 10. Distributing Work 


Recommendation tro. 


Replace the current pass-fail EPPRR system with definable, measurable, outcome-based performance 
standards to include a direct link with a proactive incentive awards program. (See Recommendation 4, 
under Workforce Planning.) In addition, encourage the use of 360- degree developmental assessments 
Bureauwide. 


Issue 11. Defining Leadership Competencies 


Recommendation 11. 


Define the existing OPM management competencies for all managerial positions in BLM and develop 
standard KSAs for use in recruitment for all future managerial positions. Additionally, promote the 
use of senior technical specialist positions for technical skills succession. 


Classification 


Several issues have surfaced regarding the timeliness and quality of classifications within the BLM. 
The following are the issues and recommendations of the team. Please note that if effective workforce 
planning is instituted in BLM, the magnitude of these issues will decrease substantially. 
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Issue 12. Addressing the Perception that the Classification Process takes too long and often results 
in Inconsistent Grade Levels across the Bureau 


Recommendation 12. 


a. Use automated systems to classify positions; establish a process to set timeframes agreed 
upon by managers, supervisors, and classifiers; use contract classifiers where appropriate; and work 
with managers to develop tables of organization that will list approved positions that do not require 
further discussion before the classification or recruitment process can begin. 


b. Establish competencies, standards of adequacy, and regular training for classifiers; pro- 
mote the development of standard position descriptions that are acceptable to managers, resource 
specialists, and classifiers across the Bureau (similar to what is being done in the Fire community 
today). Additionally, managers and HR professionals should agree on a policy that defines the roles 
of everyone involved in a classification action and outlines responsibilities and timeframes for each 
party. This policy should set standards that ensure the integrity of the classification process is not 
violated. 
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